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MEMORANDUM FOR: Director of Central Intelligence

SUBRJECT ¢ Review of Records Administration in the Agency

1. This memorandum is in response to your request for an
Inspector General reviéw of records administration in the Agency.
The report is for information only; it contains no récommendations.
Our conclusions appéar in paragraphs 9 through 17.

2. Records administration is not a subject that lends itself
réadily to éxamination‘by conventional inspection téchniques; While
Wé do havé an Agency Récords Administration Officer, a Récords
Managément Board, a céntral records repository, and a regulation

25X1A - defining the Agency's Records Administration Progr o it
' do_nof truly have g RBecords Administration Program. What we have

instéad is a complex of séparatély administered and loosely coordi- . ¢
nated records administration efforts, each of which is designed to ??hﬁ
méet the particular neéds of the component it serves. Some of them—-
as in RID and CRS—-are individually massivé programs involving huge
quantities of wvarious typés of records and émploying hundreds of
people.

3. Because of the diversity and size of the various Agency

records programs, we did not attempt a comprehensive survey of them.
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Instead, we made what can best be termed a review of the current

g

pealth.of records administration.in.ths Agency. The inspectors

assigned to the task were then winding up a survey of the Central
Reference Service and were thus familiar with one of the large
records programs in the Agency. They réviewed prior surveys,
studies, and reports on various aspects of records administration
within the Agéncy aﬂd réad quite widely on'thé général subject of
récorés management in govermment and in industry. Théy interviewed
all of the Agency's sénior Récords Management Officers aﬁd~séveral
at lower lévéls. Finally, théy did a fair amount of general
rumnaging esbout to detérmine if thé findings of prior reviews are
still valid and to Sée if thére are any glaring records admin-
igtration problems neéding immédiate and sérious attention in any
of the six aréas covéred _réports administration, 25X1A
correspondence administraﬁion, forms administration, records
mainténance, récords disposition, and Vital Records administration.

4, This office has twice in recent years undérfaken surveys <eq
of'thévAgency's Récords Adminigtration Program &s & wholé, but in szzzgg;m 7
neithér\case did Wé succeéd in publishing a réport of our findings ‘ h

a. The first and most comprehensive survey was

carried out in 1965 and 1966 as one of several functional

surveys suggested by Colonel White, who was then DD/S.
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Although thé survey was completed, no report was issued.
The first draft téxt argued for centralized control of
records administration. The Inspector General considered
the text to be too harshly critical of then-existing arrange-
ments for'records administration and to givé too little
. welght to the requirements for compartmentation of sensitive
‘ filés, espééially those relating to counterintélligencé.
. He had the draft rewritten by a second inspéctor. That,
too, was unacceptable, and it was rewrittén by yet anothér

inspector. By then, the text had become s0 watered down

that it no longer supported the recommendation for central-

+ The surviving text

ization, and the effort was abandoued
is appendéd ét Tab A.

.b. The second survey was made at your réquest in 1970.
Although entitled fInformation Managemént in the Agéncy,"
it is cémmonly referred to as the papér on‘thé information
explosion. Advancé copies of the report were distributed
to several components'in Marech 1971 for reviéw and comment.
The éxceptions taken by the DD/I were so numerous and so

serious that we decided to.defer formal publication of the

report until we had completed our survey of the Central

ﬁgzgxggggmﬁgggégg, which we felt would give us a better

basis for Jjudging the validity of the DD/I's objections.
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The general thrust of the paper is in support of movement
toward centralization or consolidation of at léast some
of the information handling eléments of the Agency--generally
in line with proposals that are now under considération.
Appended at Tab B are the summary and conclusions of the
dreft réport plus the chapter on récords management.
¢. The Clandestine Service's Information Sérvices
Division (thén known as RID) was closély examined in our
1970 survey of OPSER. That report of survéy was issued;
Thé tén—pagé chapter on records managément in the CS is
appendéd at Tah C.
d. OQur report of survey of CRS is now in draft form
_and will be distributed soon. Our findings aré generally
favorable.

e. One of the better papers on the subject of records

administration was written _n 1969 when 25X1A

he was agsigned as a Ppeclal Assistant j:o\jphgv_]gD/S. It is,

g
QU in our view, a thoughtful and succinct appraisal of one

0¥,
\P&QQ‘T (b |

69,“*{{‘ aspect of records administration--the records disposition
Wb ﬁ} problem. A copy is appended at Tab D.

5. We also studied a number bf case histories of records manage-
ment programs in industry involving_thé"classical problems of creation,

maintenance, and disposition of records that are similar in many

- L -
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respects to the problems faced by the Agency. While the industrial

records programs resemble our own in such areas as forms administration,

establishment of records control schedules, and the building of central

records centers; the most successful of the records management programs

in industry differ from our . program in three notable respects: ‘they

are centralized, the command structure is intimately involved in the

management of them, and Immediate responsibility is Tixed at o higher

command level than it is in the Agency.

6. Headquarters Regula‘bio,n-'(r'eviséd 25 September 1963),
which is reproduced and appended as Tab E, éstablishes the Agency
Records Administration Program and enumerates thé responsibilities
of the CIA Records Administration Officer. It specifies that the

Program shall be administered on a‘gecentralized basis through

programs established, directed, and maintained for their réspec—
tive Jurisdictions by the Executivé Director-Comptroller, Deputy
Directors, and Héads of Independént Officés. Fach is to désignate
an individual whb will be responsible for the developmént and |
administration of'thé Récords Administration Programs for components
“undér the sénior'official's Jurisdiction. |

T Thé'two prior unpublished Inspéctor‘qénéral Survéys of
records administration/information management arrivéd at ésséntially

similar conclusions, which may be paraphrased thus: while complete

centralization of records ﬁanagement is probably not feasible--given
: N .
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the diversity of our work and the way we are organized to conduct

474

~our business—-some movement in thé diréction at least of centralized azzgg%% ]
volicy formulation and authoritative réview is désirable; our organ- ’§¥g
izational arrangements for records managémént havé rémained largely
static while the techniqués for information'colléction and infor-
mation handling haVé constantly undérgone changé.

8. Those who are closést to the problems of records admin-
istration from having worked as Records Management Officérs are
quite critical of our Records Administration Program. Their

criticisms appear to us to stem primarily from the frustrations

of trying to carry oub their assigned responsibilities.in the

abgence of ¢ authority. The followihg is a summery of

viéws on which théy ere in virtually complete‘agreément.
a. Thé CIA Records Administration Officér is agsigned
numerous, broadly stated responsibilitiés, but his authority
is limited %o littlé more than approving records control

gschedules and directing the activities of the Records
. \ e . \%.ﬂ
Center. He must discharge his other responsibilities, if L.r-_4gﬁnéz7h

at all, largely through persuasion and cajolery. _Iig

command subgrdination and grade are such as 19 command

little respect for hig Eosition. He wears three hats:

a8 CIA Records Administration Officer, as chief of the

-6 -
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Records Administration Branch of the Support Services Staff,
and as chairman of the CIA Records Management Board. He
reports to the Chief, Support Services Staff, in each of

these roles.

b. The CIA Records Management Board, which is composed

of the Agency's senior Records Management Officers and is

‘ 220
chaired by the CTA Records Administration Officer, has a o reiidnm fﬂﬁ;
limited charter and no authority. Since its chai oes ﬂ:’;{m P e
wd : ¢
Vg ow

not report directly to the DD/S, the Board's views are

subject to peview and revision before reaching the DD/S,

. which the Board members feel further dilutes the Board's

already weak role. The members guestion whether the Boas

c. There is a Widé range in thé_ grades of récords
officers, but most of them aré rélativély low. The CIA
Récords Administration Officer is a GS-1l; thé DD/S&T
Records Management Officer isg an,l% The récords officers
feel thet pegging their Jobs so low on the GS scaie is a
clear signal that Wé place little value on récords manage-

ment in the Agency. The Clandestine Service selected a

GS-16 as il §y.‘,QB»%QJ:@&_Mamgémeﬁnﬁw,Qifﬁ;%??a but_he does not

appear to have been given authorities commensurate with

R R B -

his grade.
G R
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d. Records administration is an activity that is
routinely left to the wvarious echelons of reéords officers.
It receives priority attention within the command structure ;iéé;zé;df
only when it becomes apparent that a crisis is approaching N
or is at hand.

e. Records management in the Agéncy is looked upon as
being largely a clerical-type function. Those who specialize

+ in it are marked as employeeé who aré not qualified to do

anything of more worth. »

f. Many of the records officers have other assignéd 1@5*

duties that occupy higher priority within thelr components

than does records administration.

g, Records edministration in the Agency 1is bésed less
on sound records management policiés and practices than it
is on the storage space available in the Records Center;
thus, our effqrts are heavily oriented toward the disposition

aspect of records management. We pay insufficient attention

to the equally important aspects of records création and of
policing‘filés looking toward the day when they must be
retired.

h, In similar vein, records officers beliéve that our
no-more-construction policy has had the effect of focusing

our records administration efforts on controlling the volume

-8 -
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of paper flowing into and remaining in thé Records Center
to the practical exclusion of the other necessary elements
of an effective records management program.

i. We encountered s substantial body of opinion holding
that not all Agency records are so sensitive that they must

be stored in the Agency's own Records Center. _

!_f'or example, suggests in his gtudy (at Tab D) that

Juse GBA storage facilities for some

it might be possible.

™

of our records.

J. The Records Center has been used as & sort of Fibber
McGee's closet in which we have housed, in addition to our
retired records, such thlngs as the Vital Records needed for

emergency relocation of Headguarters, the Presidential

Libraries collections, analysts technical reference materials,

s S _‘\

the Agency a,rchlves, NPIC models, and the supplemental dis-

s i AT

tribution (e'xtra copies) of publications.
k. Our records retention criteria have been unrealistic

and the decisions on destruction have sometimes been made

W1thout regard. for ’che archlve,l value q Socuments. As a

R

consequence, we retain some records for 1nord1nately long

periods and almost surely have destroyed some that should

-

have been kept. The ople are strongly in favor

of establishi an Agency archival program. headed by a
s
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Qelified grchivist with e shafl.and.ritb the authority

peeded to do tberigp,

1. Conserving storage space by converting records to
T A

microfilm or something similar to it is very costly--~ QEEZ%f'

prohibitively so in some applications (inactive files, for
example). Although the users much prefer to work with hard

copy, space limitations necessitate%&ggregs%pgvresortwto

B S

microfilming.
9. Each of these complaints or criticisms by those involved in
records administration is valid in some degree. It is true that we

do not have a strong and orderly organizabtion for records admin-

istration in the Agency; yet, it is our conclusion from this review )
that the mechanisms we have are getting the Job done .reasonably well, .

We are likely always to be plagued with problems in managing our

records, but we probably are in better shgpe right now than we have .-

been at any t'meﬂvithin the past

ten or fifteen years.

B e AT o AT

10. Thé recent progress we have made toward bringing our records
holdings under control came primarily as a result of decisions and
of instructions issued by the Executive Director-Comptroller aimed
at a key link in the records cycle: disposition. The first step
was the decision made in 1964 and reaffirmed in 1atér'years not to

request funds for counstruction of another records storage bullding.
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This was followed in mid-1968 with a directivé ordering a purge of
inactive files in Records Cénter, since Wéiwere then about to run
out of unused space at Records Center. The purge got off to a
rather slow start, but within a couple of years substantial progress
had been made, and after thrée years there had been a net reduction
of 13,850 cubic feet. Although the bulk of thé.gain made possible
by purging haé aiready been realized, the purge continues, and the
CIA Records Administration Officer reports that we are continuing
to show a small net gain.

11.. Colonel Whité also authorized installing motorized shelving
in the'Récords Centér and the renovation of a Butler Waréhouse to
increase the storage space_ While it might have been 25X1A
cheaper on a cost-pe.r-foot basis to bulld a néw building, new con-
struction would have given only a few yéars' réspite from our storage
problems.

12. Although we aré still realizing some net gain from the
continuing purge, we would finaily resch & point whére purging could

no longer offset new accessions. So, in July 1971, Colonel White

_cubic feet of storage space at the Records Cen
i s i R B s P 8 L e e I e R D R B R R

B EI=E9T2

. » - - . ) [ 't
and spe01fya2§ t@aﬁmﬁhaiﬁglm;jﬂgg&%;wggngeducggmggfggﬂggg c fee

A

——

each successive year until at the end of 20 years the net increase

. allowed would be zero.
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13. To avoid offsétting increasés'in file holdings at
Headquarters, he instructed the DD/S to cease issuing additional
gafes and other file equipment in the Washington area unless the
requirement Wér¢ fully justified. The CIA Records Administration
Officer reports that there %as a small net reduction in Héadquarters
holdings during the period §f the larger reduction at Records
Center.

14, We Dbelieve that these steps are beginning to bear fruit.
While it can be argued that they attack only oné aspéct of the
records management problem;—disposition;-the'fact of‘thé matter is

that, in a decentralized system such as ours, antgol;ofﬁg&gggge

space ig xgally the only meens available for forcing the attack
on the other agpects of records menagement., Storage is the one

aspect of records management in which discipline can be enforced
by directive. If the Directorates arelunable to stay within their
storage space limitation by purging old documents, they will have
no choice but to imprové control ovér records creation and maintenance.
We see evidence even now of substantial progress in these areas.

15. One of the consequences of the purge has been a sharp
increase in the size of the Agency's relatively small archives. As
old files were reviewed, many documeﬁts were idéntified for permanent

pretention. When the purge began in July 1968, the archival materials

- 12 -
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 occupied about 6,000 cubic feet at Records Center. By January 1971,
this volume had grown to about 16,000 cubic feet. There is good

reagson for believing that, as we shorten the retentionwperioés’?gr s

inactive files, there will be a continuing increase in the size of

ourrarchiVes. If the archives continue to grow at anything like

their present growth rate, we may soon be faced with the need fBr a
formal archival program. There are those who believe that the need

has existed for some time. We understand that a ;ggulation!gnﬁtgg

suh ect 1s in preparation.
subJect 8 D ek

R R

16. Wé also believe that the Agency will one day find it

desirable to move in the direction of ;gnﬁ;glizgt;gg of some aspects.

of records management--at least in the areas of getting policy and

of independent review--but we see no needf;gﬁvﬁhTi;%x}?ﬁhjs. Records

management and information handling are so closely related that a
move toward centralization or consolidation of one is likely to be
followéd by similar moves in the othér, and we alréady are thinking
seriously of consolidating some of the information handling elements.

17, In sum, we came away from this relatively brief review of

ot unfavorable

the Agency's records administration efforts WLﬁwmi,

Q Amgpression of of._t.._he,.;n;w@pmm sm_for the future, et legst.nob
Q (:’"of pessimism. If we could afford to commit more of our resources to
D

records admlnlstratlon, we probably could build and run a more

- 13 -
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effective program. For whaet we can now afford, we are getting a
reasonably good return. It is interesting to note that, while the

records officers grumble about thelr work and the lack of recognition

of its importance, they still take pride in R%i% %ng out thatCIA, ha.s
the reputation of hav:.ngyor}ye@og W;che best recq;;ﬁ@gﬁg};‘%&%&%gen% Jprograms
/ in the Govermment.
(] S
2o ¢ cearse 4 Rars
e - pudilad 25X1A
AT (o447
by M e U7
Attachments as stated
- 1')_1_ _ N
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ROUTING AND RECORD SHEEY

[}

SUBJECT: (Optional]

FROM: : EXTENSION | NO.
Acting Inspector General DATE :
e e STATOTHR

TO: (O-ﬁ“lcor designation, room number, and DATE m i

building) QFFICER'S COMMENTS (Mumber each comment fo show from whom

{NITIALS to whom. Draw a line acrass column afier each comment)

RECLIVED FORWARDED :

it b

1. Jﬁf §§§§L ,

Executive Director-Compt. ﬁgs Colonel White: ;

2. This brief report on our !

review of records administration }

is forwarded as a wholly inde- .

3. pendent IG view of where we stand .

today on controlling our records {

- accumulations. We have not dis-

4. cussed our conclusions with any- -

one outside of our own staff nor

has any other distribution been

5. made of the report. We will i

give Chuck Briggs a copy-—as we y

do with all IG surveys and .

6. special studies. %

7. ;

5. - STATINTL

i

9. j

: ]

10. 1

12.
13.
14,
15.
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